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Developing an 1:,nvironrent For Institutional

Planning and Management: Hettinr the Temporal Persnective

Philip Rinale, Ph.D.
Director of uuman and Fiscal ResourcE Develoeent

Catonsville Commun5ty College

Savickas, Ph.D.
,Professor of Behavioral Sciences

North pastern Ohio University College of ;,10-cicine

"I act not afraid of tomorrow, for I have seen yesterday
and I Love today."

Allen White

aackgroun

The futility of attempting to bring about planned chance in
education is receiving as much space in professional journals as
are the techniques and theories of planned change. Pessimism
toward the effectiveness of planning abounds at a time when
administrators recognize planning as a crucial manaaement task.
Planning is a -necessity for community colleges struggling to
redefine and/or actualize institutional missions created two
decades ago when the task of management was to spend the vast
resources they enjoyed.

The management role of the community college administrator
has been altered by external influences on the institution.
Cnanges in available resources, declining enrollments, an
inflationary economy, and greater sta'te.control are but a few of
the forces identified as leading to a greater emphasis on planned
change. Planning today necessitates decision-making to allocatea
limiteo amount of human and fiscal resources to problems
threatening the future viability of two-year institutions. f3ut,
what hdve the planning advocates provided to assist the
administrator to develop their competency in this new role? Too
level management must deal with multi-level bureaucratic control
structures with vague statements about planned chance, elaborate
schematic drawings of .the planning function, diverse planning
models, and five-year plans that are in reality "shelf doduments"
createa, for evaluation agencies or for year-end reports.
Typically, these planning activities are not embedcied in the
matrix of management activities. Rather, planning is a separate
tune ion performed for its own sake.

The failure of planning at the two-year institution and the
probleMs associated with this failure are contemporary givens.
Trying to demand planning from personnel lacking a Manful
attitude toward the future has never worked. The challenge is not
to develop new planning schema (although traditional business
applications need modification for educational environments) but
to deVelop the planful attitu &es and time perspective required for
the administrator to analyze_ the oast, supervise the present,
and manage the future. tote that "manaaement" was only used in
reference to the future. The future is the focus of true
management. Management requires a forward-looking consciousness..
No management is necessary for the past (only historians can
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reinterpret that) , and supervisaon adeguately resborids to the-
present. The challenges pt community college infancy were focused
in the present. A "manager's" real eilemmas were to spend the
annual budget, construct buildinls to accomodate growth, maintain
favored flinging status, and hire faculty. To aceclish those
tasks one needed only to supervise the'bresent.

The future, however, reouires management. In comunity
college education, the next two decades may represent the first
real challenge to manage. Never before have colleges had to
choose between equally viable alternatives, account so closely for
human anal fiscal resources; defend their mission so openly, or
protect balanced education when the Pressure is for a balanced
budget.

Before this "management" can occur, administrators need to
understand the subjective time of their institution, of
themselves, and of their administrative staffs. Temooral

-perspective has been ignored by educational administrators and may
have contributed to the current failure of planning. If there is
not a balance among tradition, today and to:florrow, there may be a
tomorrow we do not advocate. There are no "facts" to guide 'us;
all we can select &Long are reasonable and probable alternatives.

.anv acanage the Temporal Persoective?

%ne past is gone; the Present is full of confusion;
and the future scares the hell out of\me!"

David Lewis Stein

Time and space are primitive predicates of existence. They
are used to orient the self anG institution in the midst of-
ongoing events. Attitudes toward time predispose us to
corresponding motivational eatterns. The atti,tud e of
"planfulness", for example, is a nersonal/institutional
disposition that promotes the utilization of planning skills and
competencies in a hibitual and comfortable mariner. The planful
diaposition tyE,ically emerges from a sujectisve exnerience of tirie
that is tuture oriented. Administrators/managern orientea. toward
the at or tne present save greater difficulty psychologically
t)rojeccing themselves or their institutions into Ule future.
This, in tarn, tnwarts botn raanfulness and nlanning. If
auministrators are not future oriented, institutional planfulness
ano planning efforts may to stefded.

As we initiated our studies of nlanfulnese and plannino, we
began witn the notion that a future orientation was 'a prereguisite
to alanfulness and competent planning. Aa our studies pro4ressed,
We learned that the T:lersonal exoerience of. tine was too complex to
.oe underatood jf=ft by determining which of the three time zones
(past, present, future) ineividuals and institutions were oriented
toward. Lased fraoa an extensive literature review and factor
analytic investigations of temporal exPerierce, we have develo2ed
a three factor model to conceptualize individual and institutional
"subjective time." subjective tire refers to' the per
experience of time in contract to objective time such as "clock
time," chronology, history, and calendars. The three factor:'7 or
subjective time are lahele -;ers'n_ective, differentiation, and
integration.
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Te,nporal 2erspective: The first: fact,Jr of this :-().,e1 sue

ti ,Le is te,:eporal PersPective. Oerspertive refer.,:

individuals and institutions vi(n, an orient thre4selyen to ti "f'.

i:ifterentiation: The seren-- factor in this
conceptualizatfcu of subjective time is teconoral (-.ifferentiation.
its two variables are density an scan. Fensitv rerers to how

pol,ulated with events particular time zone is. Span
refers t'o retroepective anX nrosoective eytension. Hoh far back
into history of the institution leaders remenber (hirv!sioht)
,ane soh tar into cee future do they Project the institution
(foresignt). sihe present, as well, as notential for varvino
leneJtn.

fem:,ciral integration:' The ter coral integration factor refers to
tne sense of connectedness anion; events from different tie zones.
Integration's two variables are continuity (cognitive) and
olJtimism (affective)'. Continuity denotes the relatefinese among
events occuring ii the Oa] t, present, and future. Continuity
facilitates conhectirr; the present situation wit'l past decisions
and future goals wits: present efforts. Continuity promotes a
sense of potency that cen be measured in effort and productivity.
uptimisn denotes the sense of confidence in the achievanility of
future_ goals. Optirdsr differs fro:-:, hope in that octimism
connotes a positive anticipation or the future because distant
goals can be connected to .,specific current 'reehaviors. fiope,
connotes a desire for favorable outcomes but because future goals
are not connected to current behaviors one fi;ea-5.; unable to
influence destiny other than through prayer.

Just as subjective time is a _priroitive prerUcate of
individual existence,, it is a foundation of institutional
existence. An institution's subjective "clock" Provides the
matrix witnin which personnel coordinate -their activities and
eftprt. If they are to be satisfied ani satisfactory Personnel,
they must. coordinate their behavior along this subjective time
Gib,ension. it that, dimension is past-oriented, lacks density and
span, and is 6isjointed uric pessiwistic, attemnts to promote
planning will surely fail.

subjective time preclisposec olanfulness which in turn
meuiates the utilization, of planninh skills any' competencies. The
siiljective time of the organization can facilitate "planning
rea,liness" or pronote an "anti-planning posture." One can examine
issues or governance, faculty morale, :!anaaer:ent style, etc. in
oruer to begin to frame tnc institution's exr-crience of time.

It auLtinistrators Lind aspects of subjective tiara
non-facilitative to tneir 4oels, they may consider systematically
chan-jing the subjective Luce of the institution. It is our
assertion that setting the institution's subjective clock is a
planning 21L52!za for chief a(:rinistrators.
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assessing tne Institution's Temporal Pernectivo

"ii .you want a man to keep his head when the crisis comes,
you must give him some training before it com.ee.

Seneca.
. Letters to Lucilius lb.

If any dlanninq todel is to be effective in co n-,lunity

colleges, an environment for planning has to he esta;-Aished.
aefore planning strategies or interventions which will allow the
major acministator to "set" the subjective clock can be
instituted, an assessment of .the administrative staff's and
institution's current concepts of time should be undertaken.
There are several methods we nave developed for assessing the
temporal perspective, diffeleptiation, and integration of
constituent groups within the institution. Since this article was
written to argue for tne imuortance of ,the administrative
competency of setting the perspective, we will ohly briefly
auuress assessment.

The administrator interested in assessing his/her perspective
and that of the institution, should oegin by examining their
calendars. Is a typical day filled primarily with writine
responSes to justify past events, emotional current issues, or th
values and philosophy of future directions? ;that does the adende
of the President's Council look like? Are the items discussed
balanced with reference to track record and future implication or

What..only wi hin one time perspective? is the rorale of the
administ ative team? How are effort and achievement viewed? What
is trio n '`tore of program development? Does it represent extension
of the past, reeining of the Present. or areas of new endeavor?
;;hat is tre-66ntent of the governance association? An analysis of
tne iseaes dealt with by the faculty senate, union or other
governing body can be extremely revealing. When the major issues
of such groups include maintaining standards, Protecting
tradition, codifying regulations, revising policy manuals, etc.,
tne temporal orientation could be assumed to be past. When the
major issues are existin course and Curricula revision, crisis
resolution, contract negotiation, salary, conflict resolution and
maintaining positions and pro74,ra-rs, the temporal orientation could
ae assumed to be present. A- future orientation woule find on
governance structure agenda items relating to new curricula
(coupled pith enrollment projections), lona range planning
assumptions, discussion of future implications of nronosals and
ideas, etc. Similiar questions can he used to nnoraise
differentiation and integration.

In most institutions, serious assesement will require
eliferential eianosis on each of the temporal dimensions we have
described for each of the campus constituent groups. iiowever,
even without that diagnenis, tne institutional clock can he "set"
by tne actions of community college administrators.

The major thrust 01. this ,paner is that scAing the
institutional clock to he conducive to planning is a competency of
administrators. To concretely demonstrate how the subjective
ceirporal experience of an institution can be impacted by the chief
executive officer an example of administrative hehevicr which will
influence perspective, differentiation, and integration will be
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provided.

ASSU-d PRoSPLCTIVE RhSPOIa7IBILIn

"if a man takes no thought about what is distant,
he will find sorrow near at hand.

Confuclous (c. 551-479

Te-nnorall, orientation permeates the decision-making nrinciples".
and practices of the chief executive officers and even channels
their understanding of their occupational role. An example should
clarify this assertion. A frequent statement made by comMunity
college presidents is "I am responsible to the loard." What they
Mean by the word "resbonsible" is influenced by the orientation of
their teuporal perspective.

Past-oriented: Responsibility means that one should be
able to examine what has happened, explain it, and suffer the
consequences generated. From this retrospective perspective,
'responsibility means I will take the heat and try to fix things.
TnEradministrator with this orientation interprets responsibility
to mean "obliged to account for or be answeroble to."

Present-oriented: Responsibility means .capable .of and
designated to give a response, ,answer, or reply to current issues.
viniie an administrator assuming retrospective responsibility is
too busy accounting for the past to supervise the present or
manage tne future, tne present-oriented administrator is so busy
supervising that the thought-of delegating supervisory authority
to allow for managing the future never occurs to him/her.

Future-oriented: Responsibility means to proclaim one's
cnoices. The prospective 'meaning of responsibility is to commit
oneselt to some line of action. It entails taking a stand for
otners to react to. Prospective respdnsibility involves
announcing an explicit and public vision of what one believes
should be. If administrators do not stand for something, they can
tall foi every new idea in the present or kneel to the pressures
of tradition.-

Tne listener can discern that all of the abov'e meanings of
responsibility have validity. Yzesponsibility can he
accountability, a reply, or a proclamation. It is'our contention,
however, that prospective resoonsibility is the unique privilege
of tie administrator. it i6 the chief executive officer's role to
break path and to stimulate reactions to his/her proactive
eftorts. Francis Bacon suggested that the truth emerges more
readily from error than frou confusion. The prospectively
responsible administrator realizes that errors are not failures
but rather are opportunities for corrective feedback. Unlike the
retrospectively responsible administrator who is husv explaining
and hiding mistakes, tne prospective manager s willing to make
mistakes to break the logjam of confusion and ti nxiety that arise
from an unarticulated future. The administrator it'd, prosbective
responsibility hds the courage to be imperfect. )Martin Luther
King's "I Have a Dream" speech and John F e. Kenndy s Inaugural
Address are examples of behavior channeled by a sense of
prospecti4ze-4esponsibility.
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DECI6ION:: ,)r,rTims NOT 1,1,\:St.I..f-;

Administrators who sparsely populate time zones deny
themselves alternatives as well as ounortunitier- for comnro:.ise
anu synthesis. having a "one-track mind" makes one Believe that
behavior and choices are alreaey determined by the syste. Such
acAminf-strators perceive their decisions as programmed by tne past
or terceu by contemporary pressures. ,whether by tradition or
pressure, tneir choices are effectively preemote by exoectation
and deman(:.

Administrators who densely populate time zones come to see
that their behavior is an independent variable rather than a
depenuent one. This pro:rotes the use of 6ronositional. logic
instead of preemptive logic. Such administrators learr that their
behavior and decisions are questions,' not answers.

dy differentiating time zones administrators create a
structured awareness of the environment ants their role. t'.rle more
events they are aware of, the greater the depth of their
unc:erstanuin,3 of the College an' its Possibilities. Heidhtenee
awareness also increases the meanincfulness,of the administrators
own role. .th a dense network of action pathways, the
acministrator needs to test in reality the viability of
,aiternative visions and outlooks. Their behavior and decisions
are the instrument used to explore the future. With a dense
outlook, decisions are not geterminec, by the past or nrescnt but
are questions posec of the future.

CrzePTV. CO':"2:P.OITY

events occur. Any "cause" or "connection" between one or
anotaer is strictly a function of the human interpreting thew, not
of tut: events t:Iemselves. Otherwise, everyone would interpret
events exactly the same as everyone else. Administrators do not
deal with chemical reactions in a test tube where static formulas
accurately predict dynamic interactions. To test this assertion.
ask three aeministrators the cause of inflation. -ow they xPlain
it ano to what events they link it will tell you more about them
than about inflation.

The alministrator creates continuity throud:i self-conneete(4
events. The interest in wanting to connect past, nresent, anc",
future, ana the wisdom to do so convincingly is a subjective time
settinl s I1. A discuSsion of connecting a present crisis with
toe past ano tuture will show what is recant by orez:tine
continuity. a

A crisis is some currently e eerienced diseguilibrium on
campus ano it can be dealt with , such. However, a crisis
usually can be connected with son laLoer problem that has a
nistory an(,: Witty some optortunitv that hat: tuture moaning.
fnsteag or. exclusively dealtnd with the homeostatic upset, the
effective administrator places this event into largeT context ant,

t'_, opportunities arising within the Present oroblen. This
is what ecArthur meant when he s?oke of turninq victi-is into
victors. An etLective leader plots to turn symntoms into strength
through linking crises with growth. Tne Chinese recognize this
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even within t:A.Iir lanquage. Their syf,bol for crisis
co:abin,:tion or tne syflbols for dander and onr:ortunity.

is

pal administrator uno o2erates with 'a disconnecte( sense of
tne ;resent perceives a crisis as a trauma that is hard to invest
with meaniny an, even -.-ore difficult to master. One with a
,:dsconnected sense or the past ?erceives a crisis a3 3 threat to
tae status quo. An adntinistrator who ex)erienoes the future
fraj;tented fro;" tne present Perceives a crisis as a conflict ith
his/ner dream. Anv or the above perceptions of crisis tend to
structure responses that leave the institution in a none
frayitlentec and rigid state. The administrator who can encounter
crises with a sense of continuity nerceives them as PROBLvAATIC
uPPORTU:slITILb whose resolution will lea,' to a more stable and
integratea institution. The administrator who strives to create
continuity realizes that a crisis is ,tore than a time of
neigntenea vuiherability. It is also a titre cf increased
potential and the source of institution.cnopresion. qy creating
a sense of continuity the administrator can. helo the institution
deal with a crisis as a' :Dump in the road ofle institution rather
than as another in a series of )unexpected Ainq noints.

The above three suggestions are re; re of a wide
array of strategies which we have developed to train,.
auihinistrators in setting the temporal Perspective of their
institution. The strateyies range frost' the kconcectual to the:

practic4 and require varies' commitment of interest and enemy.
kneir application in institutional life, however; can pro:Tote '.Math
planfulness and planniny, as well as increase the. effectiveness of-
auministrative behavior.

*.:riz.t follows is a saiTle of the more practical activities
'availaole to administraters to assume prospective `responsibility,
view aecisions as questions` not answers, and createlcontinuity.

1. In si2eeches, meetin,-4s, zinc. memos make a conscious
effort to portray titre as dynamic an(' moving energy
which the institution is harnessing. Avoid
statements indicating Cnat tine is forcing you to
do things or that ti 'e is harassin you. Fmphasize
reneatedly tnat you :ia:e your future not find it.
You actually create Your in:-titutionz:1 future by
wnal you today.

2. er.e;i-,oer a future or the -ziNE Q` Ty \-)'

OE institutional via!iititY. Insist that the future
i.:1-dications of proosals are considered. Infer-.
staLL often about future events with as much
specificity and eetail possihle and ask staff to
-see- ) you informesof events they Predict will happen
amt to extene scenarious they present heyonk: the
original time limits trey portray.

3. oe sensitive to the hidden Te5SOC: nchin,, "We !lave
alw,ys oone it this way."

4. Lealize tnat by their ek!ucation sme
of the staft have been taught a te7Tora1 orientation
in tneir original orotossional identity. 4..istori3ns,

7
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accountants, etc. tend to he oast-oriented. l'usiness
ana speech faculty tend to be present-oriente6.

-----conomists, scientists, and planners tend to be
future-oriented. I-

5. Pay special attention to the events, immediately
'preceeuing and following major discontinuities at
the college. balance rememberin, exnerincing, and
anticipating continually to show how the oast led
to the present and influences the future.

6. Create future plans that are synthesis, not
compromises.

7. Remember that differing to luck, nose, or prayer
portray you as powerless to influence destiny.

4e have presented in this brief-oaper the corceot that an
institution's subjective experience of and use of tire is a
primitive predicate of coxmunity college administration. We have
furtner contender, that setting the institutional clock is a
co;t.petency 'required for effective leadership. iXe have asserted
that setting the clock to a future-oriented position with
unCe'rlying. density anc a sense of continuity is the Preferred
position. Suggestions for assessing an plstitution's subjective
experience of time were offered as were eicamples of administrative
behavior that can work toward readjustin 4 the subjective clock of
the institution. It administrators assure the responsibility for
readjusting the subjective clock, a 'Climate and environment
conducive to planning can be developed ani: fostered.
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